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Profile of New Mexico 
Military Institute’s 
Toles Learning Center: 


Marketing the LRC into 
the Twenty-First Century 


M. Bruce McLaren 


New Mexico Military Institute (NMMI), a state-supported, 
combined high-school/junior college, recently opened its Toles 
Learning Center, a unique, state-of-the-art facility which has been 
designed to fit comfortably into a traditional campus setting estab- 
lished almost 100 years ago (see Photos 1 & 2). 

It incorporates the dreams NMMI’s Board of Regents, adminis- 
trators, and faculty had in trying to create one of the Southwest’s 
most advanced learning facilities: 

1. A structure of primary architectural importance which utilizes 
the Military Gothic style traditional to the campus and a 60’ x 80’ 
central skylight which provides the two-story facility with soft, dif- 
fused light during the daytime. 

2. A facility which demonstrates the learning resources center 
philosophy and provides: 


—a 200-seat auditorium/lecture hall with multimedia capabilities 

—a facility to accommodate a 100,000-volume computer-cata- 
loged library 

—a complete TV studio and Media Center 


M. Bruce McLaren is Director, LRCATV, New Mexico Military Institute, 
Toles Learning Center, College & North Main, Roswell, NM 88201-5173. . 
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—a Student Assistance Center/Learning Lab 

—a Rare Book Room/Archives 

—a Computer Services facility for academic and administrative 
support (see Figures 1 & 2) 


The junior college at NMMI offers AA and AS degrees and com- 
missions the second highest number of 2nd lieutenants for the U.S. 
Army next to West Point. It limits its combined student enrollment 
to 1,000 who attend in a total military school environment. All 
faculty, staff, and administrators, for instance, are required to wear 
uniforms. And the library, instead of charging fines, warns ca- 
dets —in the second overdue notice —to return the materials imme- 
diately to avoid being issued 20 demerits. 

To mark the opening of our new facility, the local newspaper ran 
the following press release: 


The Impact of the Toles’ Learning Center 
on the Roswell Community and Its 
Potential for Impact on Southeastern New Mexico 


At the present time, the Paul Horgan Library (to be a part of 
the Toles Learning Center) at New Mexico Military Institute, 
serves as a research resource for all members of the Roswell 
Community (50,000). In a farther reaching sense, the library 
and its membership in OCLC serves library patron needs on an 
even greater scale. OCLC, Inc., a not-for-profit corporation 
based in Columbus, Ohio, operates an on-line library system 
of over 2,000 academic, public, and special libraries in the 
United States, Canada, and Mexico. The purpose of OCLC 
and its members is to promote the evolution of library use, to 
increase availability of library resources, and to reduce the rate 
of rise of per-unit costs in libraries. 

With its on-line computer system, the Toles’ Learning Cen- 
ter has the potential to become the hub database for the 
Roswell Public Library, ENMU-R Branch Campus Library, 
and the two high school libraries in the Roswell Independent 
School System. Within a short period of time this library data- 
base network will be expanded further to include other li- 
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FIGURE 1 


braries and academic institutions in Southeastern New Mexico 
serving, then, a population in excess of 300,000. 

In the new Toles’ Learning Center there is a Large Group 
Lecture Hall with seating for 200 people. This facility is ide- 
ally suited for town meetings, symphony chamber music pre- 
sentations, and lectures, and will be equipped for telecon- 
ferencing activities. 

Thus, the impact of the Toles’ Learning Center on both the 
Roswell and Southeastern New Mexico communities through 
networks and linkages, as well as in Center facilities such as 
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FIGURE 2 


the Large Group Lecture Hall and Television Studios, places 
NMMI at the forefront of community service and support as 
New Mexico heads into the 21st century. 


Does this represent exciting history being made in Roswell, New 
Mexico, or new library technologies finally getting the recognition 
they deserve? Yes, but the real significance of this press release is 
that it is one of a series of marketing strategies we have employed to 
promote a totally new type of LRC facility in an academic commu- 
nity that heretofore had been served by a traditional, “‘book deposi- 
tory’’ library. This strategy had two purposes: (1) to promote the 
LRC in order to create a greater demand for its services and (2) to 
raise funds to finance the facility and to further increase the influ- 
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ence, services, and financial base of the LRC beyond the confines 
of the campus that houses it. 


BACKGROUND 


Marketing is intended to create a demand for services which, in 
this case, are provided by an LRC. Many skeptics feel that the 
general public recognizes the inherent value of libraries and that it is 
undignified to resort to marketing our services. 

However, we, as well as those in similar professions, must face 
the fact that we can no longer provide ‘a free lunch.”’ For years 
most LRCs have operated on the scraps from institutional budget 
allocations, often receiving no increases in budgets several years in 
a row. Cutting corners here and there, giving services beyond those 
which normally should be provided, facing cutbacks and empty 
promises, such LRCs have struggled to maintain operations and 
services as though everything were normal. There is little hope that 
over the next few years we will see the cost of books, periodicals, 
and other LRC material diminish or even stabilize. Rarely are LRC 
budgets increased to meet the rising costs of such materials. More- 
over, continuously rising operational costs, such as postage, main- 
tenance contracts, supplies, OCLC, etc., have steadily caten into 
materials budgets. 

As professionals, we should use all the tools at our disposal to 
convey the message that, not only is the LRC crucial to the aca- 
demic community it serves, but curtailing its services is counterpro- 
ductive to the needs of society at large. One way to do this is to 
adopt aggressive marketing techniques to assure that our LRCs not 
only survive, but are strengthened as well. 


MARKETING THE LRC 


One must first develop a marketing plan which identifies the spe- 
cific requirements of patrons unique to the LRC. Examine the 
“‘marketplace.”” What changes in their needs will alter LRC ser- 
vices? Will changes in academic programs mandated by state de- 
partments of education, boards of regents, or central administra- 
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tions or shifts in enrollment cause the needs of the marketplace to 
go in other directions? 

You must be aware of changes in the academic climate, the ten- 
dency of faculty and library staff to become routinized, and your 
own personal entrenchments. Also beware of the standard ploys for 
avoiding change in educational institutions: 


“‘This proposal would set a precedent.’’ Or, ‘‘There is no 
precedent to guide us.”” 


“*Let’s study this awhile; after all, we haven’t conclusively 
proved that the old method can’t be made to work or that the 
proposed new one can.”” 


“*Let’s table it for the next meeting.”’ 

“It’s ust another fad. I’ve seen these things come and go.”’ 
**Tt’ll raise taxes!”’ Or, ‘““We just can’t afford it.”’ 

“*The time 1s not yet ripe.”’ Or, ‘‘We haven’t enough data.”’ 
“*The situation ts hopeless.”’ 

““Why don’t we just turn this over to a committee?’ 
““We’re over-involved as it is! Who’s got the time?” 


“It’s too controversial.” 


MARKETING STRATEGIES EMPLOYED 
BY NMMI’S LEARNING CENTER 


The Toles Learning Center staff includes the director, two Ii- 
brary/media professionals, two librarians, a photographer, TV engi- 
neer/AV technician, three paraprofessionals, a secretary, four vol- 
unteers, and three student aides. The Computer Center staff has a 
director and three staff members and the Student Assistance Center 
has a director, three counselors, six class advisors, and a secretary. 

The Library utilizes OCLC, the CLSI LIBS 100 system for circu- 
lation and public access catalog, DIALOG for on-line reference, 
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and DataFax for facsimile transmission. The Library collection cur- 
rently consists of 60,000 volumes and 250 periodicals. 

We recommend the following marketing strategies which have 
proved effective for us: 

1. Emphasize Services Currently Provided —Our LRC handbook 
contains photos and descriptions of our services: circulating materi- 
als and AV equipment; TV studio; on-line searching; ILL; telefac- 
simile (5¢/page); production of overhead transparencies, slides/ 
filmstrips, graphics, signage, 3-dimensional models, and 
microforms; dry mounting; laminating; and spiral and velo-binding. 

2. Pursue Alternative Sources of Funds —Hold book sales and 
elicit help from alumni, foundations, and service organizations. We 
have designed several glossy fund-raising brochures. One illustrates 
and describes the outstanding architectural and educational features 
of the new Toles Learning Center and requests donations of cash or 
other assets as well as multiple-year pledges to the building fund. 
The other provides lists and prices of specific pieces of furniture 
and equipment which alumni or local residents might wish to pur- 
chase for the learning center. 

Both brochures highlight the accomplishments of famous alumni, 
especially Paul Horgan, internationally noted Southwestern author 
and winner of several Pulitzer Prizes, the Bancroft Prize in History, 
the Harper Prize, and the Campion Award. Mr. Horgan, for whom 
the new library is named, served in various capacities, including 
that of librarian, at NMMI from 1926 to 1941. The brochure high- 
lights — across a photo of a flaming, sun-filled sky—a quote from 
Mr. Horgan on the value of libraries: 


Central to all learning is that marvelous banked fire of the 
intellect we call the library. There all of us go to take what we 
need of that sacred fire . . . the retained spirit of the human 
mind, of myriads of human minds. From them we partake of 
the past, we analyse the present, and we imagine the future. 
The library, then, is the very temple of civilisation, and any 
act of building to extend its indispensable usefulness, with 
beauty to express its character, and imagination to extend its 
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function, is an act of the highest respect for the continuing 
search for excellence. 


NMMI will be celebrating its Centennial in 1991. Toles Learning 
Center will be one of the primary beneficiaries of an $8 million 
centennial campaign for campus enhancement ~ $350,000 to com- 
plete funding for the building ($4.65 million having already been 
raised from public and private sources toward the total $5 million 
cost) and $650,000 for books, new equipment, equipment mainte- 
nance, and salary support. Publicity brochures for this campaign 
feature two photos which compare the current learning center with 
the Paul Horgan Library of the early 1930s. 

3. Build on Political Strengths — One rule of thumb is to have two 
very important people on your side in any school: the secretary and 
the head custodian. Only you know where your political allies are to 
be found. Use them, but don’t abuse them. 

4. Cut Costs to Increase Patron Services — Cut costs in nonprior- 
ity areas to maintain essential services. Previously we had all our 
staff typewriters on annual maintenance contracts which cost 
$1,000. Now only the secretary’s typewriter is under contract; the 
other machines will get service from a local firm on an on-call ba- 
sis. The money we save on service contracts goes into an account to 
purchase audiovisual materials. 

5. Hold Special Events and Create Displays — During Homecom- 
ing Week we held a book fair which featured books preselected by 
library staff to fill voids in the collection. Publicity, signs, and pro- 
grams for Homecoming invited alumni and parents to visit the fair 
in the new learning center. Attendees purchased $1,200 worth of 
books to add to the library collection. Purchasers were permitted to 
see the books they chose cataloged, processed, and put into our on- 
line database ready to be checked out. With all the staff helping, we 
were able to complete that process in 15 minutes and felt it was 
valuable public relations. 

Several times during the year we acquire exhibits from the Texas 
Humanities Council and the Museum of New Mexico. Attendant 
publicity through the local news media brings many people into our 
center who might otherwise not come in. 
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This year a parent brought in a photo essay on children growing 
up in various locales. It consisted of a series of large (10” x 14” and 
20” x 24") black and white prints which we displayed under track 
lighting on the walls of the center’s balcony. We also create dis- 
plays which highlight the hobbies, publications, or collections 
{army medals, shells) of faculty and staff. 

6. Wage Publicity Campaigns — Utilize free PSAs (public service 
announcements) —such as the preceding one —in your local news 
media to highlight special LRC activities and accomplishments. We 
have also been providing free PSAs on our public-access channel 
for local museums and other cultural groups; we receive a credit 
line at the end. And publish an LRC newsletter and use it to market 
the LRC to faculty, staff, administrators, and college trustees. 

7. Organize Volunteer, Friends, Parents, or Booster Groups — 
Try to get such groups involved in LRC activities in a meaningful 
way. We have been successfully utilizing volunteers from the local 
Retired Senior Volunteer Program. 

8. Establish a Community Resources File—A file of speakers 
and people with unique expertise is a valuable resource for your 
faculty and for community groups. Those included in the file are 
also potential library friends or volunteers. 

9. Prepare Accountability Statements and Annual Reports — An 
accountability statement reflecting the overall LRC philosophy and 
operating procedures can be as valuable as a selection policy. In 
essence it invites the institution to hold you accountable for the 
level of services you offer and can be part of any formal evaluation. 
It should indirectly market the LRC by incorporating annual statis- 
tics, a summary of the year’s successes and failures, future goals 
and plans, several selected pieces of positive correspondence, press 
clippings, and acknowledgements of special assistance received 
from volunteers, faculty, and others. This document should be dis- 
tributed to all faculty, administrators, and trustees. 

10. Offer ‘‘Freebies’’ —For a small investment, you can develop 
some public relations handouts— pens, pencils, buttons, or calen- 
dars —which carry the phone number and hours of your LRC and 
perhaps a catchy phrase, such as ““The LRC . . . it’s more than a 
library.’” A local realtor provided us with bookmarks for National 
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Book Week and a bank gave us pens imprinted with our library 
slogan. Of course, they included their own logos as well. Other 
merchants have donated discount coupons which we distribute to 
cadets when they return materials on time or when they have pro- 
vided special assistance to us. 

11. Conduct Needs Analyses/Surveys/Interviews — Carry out peri- 
odic surveys and analyses of areas, functions, or services which 
might be made more effective, efficient, or relevant. Elicit the opin- 
ions of your staff. And conduct informal interviews with the dean, 
the president, or board members to determine directions they would 
like to see the LRC take and follow up each of these meetings by 
sending the person a written summary of the discussion in the form 
of a thank-you note. All these activities demonstrate a responsive- 
ness to the opinions and needs of your campus leaders and LRC 
users. 

12. Participate in PACs, Lobbying, and Professional Associa- 
tions — Utilize institutional politics and lobbying if you’re skillful in 
these activities, but avoid both if your situation is tenuous or if 
you’re new to the college. Active membership in state and national 
professional organizations and contacts with legislators are obvi- 
ously valuable. When a U.S. Senator decided to do a town meeting 
from our new lecture hall, the college administration gladly pur- 
chased two pieces of equipment necessary to produce his program 
because of the valuable public relations he was providing. 

13. Participate in Networks —If your LRC is large enough to 
warrant membership in OCLC and one of its regional affiliates, use 
this as a vehicle to market your facility to other members. Become 
involved in other available local or regional multitype library net- 
works or on-line users’ groups, not only for the specific benefits of 
membership, but also for the opportunity to highlight your LRC by 
your participation. We have just begun selling on-line reference 
services to local professionals and businesses and plan to describe 
this program at the forthcoming DIALOG convention. 

14. Operate in a Professionally Assertive Mode — Combine your 
knowledge of the needs of your academic community and the re- 
sources necessary to meet those needs with just enough pushiness to 
bring both together. 
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TEST YOUR NEED TO MARKET YOUR LRC 


{if you’re not sure you can or want to market your LRC, take 


some time to answer the LRC marketing/forecasting questions and 
have a couple of your colleagues do the same (see Table 1). 


Remember that in many ways marketing your LRC will be-simi- 


lar to methods used by others. In today’s competitive and often 
reluctant world of support for LRC programs, you must be able to 
sell the need for your own center. When you have identified those 
requirements of your clientele, and they know your LRC works to 
help satisfy their needs, your LRC will flourish and grow. Good 
luck! 


TABLE 1 


LRO MARKETING/EORECASTING GUESTIONS 


List one source of data 
that supports the need 
for an LRC. 


Suggest a way to convince 
administrators that the 
LRC is a crucial part of 
the instructional program. 


Identify one way to Keep 


,LRC services from being 


cut. 


List away in which you 
can become indispensable 
through your LRC. 


Identify ane source of 
LRC support (person or 
position). 


Identify one political 
advocate of your LARC. 


Suggest one way to sell 
your LRC. 


1. 


2 


= 


3. 


?. 


List one source of data 
that does not suppart 
an CRC. 


Suggest one myth adminis~ 
trators use to lessen the 
importance of the LRC. 


ldentify one reason LRCs 
stand to be cut Cother 
than lack of tinances). 


List one thing you do that 
is detrimental to the LRC. 


Identify one major critic 
of your LRC (person or 
position). 


Identify one political 
adversary of your CRC. 


Suggest one way in which 
your LRC is “sold out.” 


